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第一章 GM 集团地产业务简介。本章首先介绍 GM 集团概况并阐明地产业
务的重要性。其次重点介绍地产业务经营情况，包括主要项目开发情况、客户情
况以及组织控制方式。 
第二章 外部环境分析。本章首先进行宏观环境 PEST 分析；其次对房地产
行业进行分析，重点分析市场需求和行业现状； 后运用五力模型对行业竞争环
境进行分析。 
第三章 内部环境分析。本章对 GM 集团地产业务优势进行分析，并总结了
内部重要的资源和能力。 








































The global economic crisis happened from the end of 2008 till now is making so 
deep influences on Chinese real estate market. At the same time, the real estate market 
regulation and policy control of China has been continuous since then. It makes 
people realize that Chinese real estate enterprises are facing to more complicated and 
difficult challenges. It’s essential for the real estate enterprises to formulate the proper 
development strategies timely. The GM group is a comprehensive state-owned listed 
company and managed by divisionalization. GM Real Estate is a main business 
formation of GM Group. Its net profit accounts 50% of the total net profit of the group. 
Its development becomes very important. 
This article analyzes the development strategy of GM Real Estate. It hopes that 
the result of research can help this company something; furthermore it works for the 
same type of company. The arrangement of this article follows as:    
Chapter 1:An overview of GM Real Estate. It first gives an overview of GM 
group and clarify the importance of GM Real Estate. Then, it focuses on the 
operations of GM Real Estate, including project development, customer research and 
its organizational control. 
Chapter 2: Analysis of external environment. It includes the PEST analysis of the 
macro-environment and the whole real estate industry, focusing on analyzing market 
demand and the current situation of the industry. Finally, it is making analysis of the 
competitive environment of industry in the use of five-force model. 
Chapter 3: Analysis of internal environment. It analyzes the advantages of GM 
Real Estate , and sums up the important internal resources and capabilities.   
Chapter 4: The development strategy choice of GM Real Estate. It first analyzes 
and formulates the overall development strategy of GM Real Estate on the basis of 
summarizing the contents of the first three chapters in the use of SWOT analysis and 















strategic decisions on the level of the company and outlines the aimed value chain.  
Chapter 5: The implementation of development strategy of GM Real Estate. The 
contents include organizational restructuring, market development strategy, 
operational strategy, human resources strategy and financial strategy, with the 
implementations of real estate development strategy and the strategies at all levels. 
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第一章  GM 集团地产业务简介 
第一节  GM 集团简介 
GM 集团成立于 1980 年，随着改革开放不断发展壮大，现已发展成为集房
地产和贸易流通两大核心业务，股权投资、零售和港口码头为补充业务的一体的
大型综合性企业，集团现将这两大核心业务分为两个板块进行管控（下文对 GM
集团房地产板块均称为“GM 集团地产业务”）。截止 2010 年底，GM 集团拥有总






1987 年至 1993 年，在向厦门市政府进行有关承包经营后，完成了早期积累； 
1993 年至 1998 年，集团完成全资仓储运输公司改制，初步形成多元经营格
局。特别是 1996 年 GM 集团经中国证监会批准，于上海证券交易所整体上市，
经营规模开始跨越式增长； 
1998 年至 2000 年，厦门一起走私案件导致厦门经营环境恶劣，以及受亚洲
金融危机影响内外环境恶化，这一时期为 GM 集团 为艰难的时期； 
GM 集团发展的每一个主要时期，都经历多次领导班子的调整。2000 年初
新的领导班子到任，适时调整和整顿 GM 集团的经营结构，2006 年在全集团引




增长，GM 集团正努力朝着这一愿景和使命努力创新发展。历年来 GM 集团所获
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